Excellence in execution strategy is a discipline and delivery mechanism which involves both art and science to ensure that stated benefits in the business case for an initiative are realized to improve the business's competitive advantage. In this chapter, we will also explore the role of programme management office (PMO) and how it helps to embed a culture of execution excellence in organizations.
This chapter explains a framework and perspective to establish the link between increasing shareholder value and successful implementation of projects through a delivery capability vehicle (the PMO) enhanced by a culture of execution excellence. Regardless of the size, shape, style, or organizational authority, the ultimate measure of a PMO is the degree of influence on and contribution to improving shareholder value.
In addition, I try to prove that the job of a chief financial officer (CFO) needs to be redefined to support excellence in execution strategy. Over the last decade the CFO's job has evolved dramatically. The person who was once seen as merely the chief accounting officer and technical expert, narrowly focused on the firm's financial statements and capital structure, now needs to operate more as a business partner with the chief executive officer (CEO). He/she has a much larger mandate for ensuring that the organization's strategy is oriented toward building shareholder valueand is ultimately responsible for the success of his/her organization's projects.
The changing landscape: execution is a discipline
A brilliant strategy, blockbuster product, or breakthrough technology can put you on the competitive map, but only solid execution can keep you there. You have to deliver on your intent. The executives of various companies we have spoken to think of execution as the tactical side of business. "That's the first big mistake" claim Larry Bossidy and Ram Charan in their book Execution: The Discipline of Getting Things Done. Tactics are central to execution, but execution isn't tactics. The authors further define execution as:
. . . a systematic process of rigorously discussing hows and whats, questioning, tenaciously following through, and ensuring accountability. It includes making assumptions about the business environment, assessing the organization's capabilities, linking strategy to operations and the people who are going to implement the strategy, synchronizing those people and their various disciplines, and linking rewards to outcomes. It also includes mechanisms for changing assumptions as the environment changes and upgrading the company's capabilities to meet the challenges of an ambitious strategy.
Research of a thousand companies in 50 countries by Gary Neilson, Karla Martin, and Elizabeth Powers as reported in "The Secrets to Successful Strategy Execution" in the June 2008 issue of Harvard Business Review indicates that majority of companies aren't very good by their own admission in translating important strategic and operational decisions quickly into actions. Execution is the result of thousands of decisions made every day by employees acting according to the information they have and their own self-interests. Changing customer expectations and complexity of demands mandate that execution excellence capability becomes an embedded and core element of your organization's performance culture.
Studies by KPMG and Standish Group have shown that in many large companies more than 60 per cent of projects go grossly over budget and far behind schedule and are beset with technology that is nonperforming. When we have shared the figures with some executives, they have responded as if this state is "normal". They consider these numbers neither surprising nor troubling! Over the years we have often seen companies that are considered progressive and have team-based projects in place struggling to meet time to market. Their projects are late; their team members are spread too thin, with teams "lurching" from one milestone to another; and management schedules expect unrealistic goals that almost demand burnout among participants.
